What is the role of the planning manager? Should he effectively "influence ... through active participation ?" Or, should he "implement better systems ?" Literature abounds on the possible roles a corporate planning manager can play. After making a survey of the practices and perceptions in industry, the author suggests a framework for enhancing the effectiveness of planning managers and stresses the importance of clear definition of roles.
The role played by the corporate planning manager is probably one of the more influential determinants of the effectiveness of formal corporate planning systems. A wide range of possible roles has been considered in the literature on corporate planning systems and some popularly held notions exist regarding which roles are appropriate. This article suggests an operationally significant range of role options; examines the capabilities demanded for effective functioning in each of these roles; reports on and evaluates practices in industry; and proposes a contingent approach to enhance the effectiveness of corporate planning managers through appropriate role definitions.
Developing a Framework
The Range of Role Options: Planning literature provides several approaches to defining appropriate roles for corporate planning managers. In fact there are almost as many ways of classifying the roles played by planning executives as there are authors on the subject. Lorange (1973) , for instance, suggests that there are two major facets to the role of the planning manager. According to him, planners should be "management-oriented" in the sense that they "can and should effectively influence the corporate course of actions through active implementation of plans." They should be "process-oriented" in that their "goal is to implement better systems." Other writers and practitioners have emphasized one or the other of these two facets. Jerstad (1977) favours a process-orientation, while Seibert (in Randall and Allio, 1977) and Knoepfel (1973) strongly support an active, interpersonally competent, politically aware orientation on the part of planning managers. While these approaches to defining the appropriate roles for planning managers are of considerable conceptual merit, they suffer from two shortcomings. Firstly, they pay inadequate attention to the spectrum of possibilities within each of the two major classifications proposed by Lorange. The need for further subclassifications is strongly suggested by other authors. For instance, King (1974) identifies "facilitative" and "technocratic" elements in the role of process-oriented planners. The fact that these methods of classifying the role of planners focus on attitudes and very broadly on the specific responsibilities and actions required as part of these roles makes it rather difficult to translate these ideas into practice. Secondly, the methods do not explicitly recognize situational imperatives which might demand the adoption or avoidance of particular roles.
Other schemes for defining the roles of planning managers, which lend themselves more readily to implementation, are offered by Ackerman (in Lorange and Vancil, 1977) , Litschert and Nicholson (1974), and Scott (1965) . Ackerman speaks of three roles: "planning broker," "presidential adviser," and "strategic evaluator." He further proposes the adoption of a situational approach to defining appropriate roles. Litschert and Nicholson identify three kinds of activities performed by planning groups: controlling the capital budget, developing projects, and acting as think tanks. Scott suggests that the possible roles are those of integrator, forecaster, consultant, and instigator.
For our purposes, the roles suggested by Scott lend themselves best to appropriate structuring, leading to the development of a framework for tailoring planning managers' roles to specific organizational contexts and for specifying the kind of capabilities required for effective performance of these roles.
The roles suggested by Scott readily lend themselves to classification along several dimensions, for instance, in terms of being relatively active or passive, and relatively more peopleoriented or technique-oriented. The most passive and technique-oriented role is probably that of "forecaster." Forecasting is an activity that requires technical or academically oriented skills rather than people-oriented or managerially accented skills. The planning executive playing the role of forecaster does undoubtedly influence the content of the corporate plan but in a fashion that is not very different from any other information-providing device or person.
The role of consultant, though broader in nature, is still passive in that the planning executive does not initiate action but is, rather, approached by operating management when his special skills and knowledge are felt necessary. The planning executive in this role provides insights into and explanations of planning techniques which are unfamiliar to line management. The role of a consultant is not as clearly passive as the role of a forecaster and does require an even greater familiarity with techniques and planning theory.
The roles of integrator and instigator are more active and managerially oriented than the previous two roles. The role of integrator is a particularly difficult one to play. This role is demanded of the planning executive when the "planning gap" 1 technique is employed or when there is disagreement between top and middle managements about what corporate objectives should be. The reasons for disagreements are !The term "planning gap" is popularly used to define the differences between 1) where the organization will probably be at a certain point in the future if no original action is taken, and 2) where it is desired that the organization should be at that particular time in the future. numerous. The time horizons which these two levels of management tend to consider in their decision-making differ. Top management is more interested in the long run, while middle management is immersed in the present and more immediate future. Top management sees in terms of what is desirable for the corporation to achieve, while middle management considers goals primarily from the perspective of feasibility. These differences are formally reconciled by techniques such as the "planning gap," and in such instances it is usually required that the planning executive plays an integrating role. The planning executive in such a situation has to play a role very similar to that described by Lawrence and Lorsch (1967) in their discussion of interdepartmental differences arising from differing orientations. They employ the term "integrator" and the role their "integrator" plays is analogous to the role the planning executive is expected to play in reconciling the differences between top management and middle management regarding organizational goals. The term integrator is also employed by Bower (1970) in a sense that is synonymous with our understanding of the term in the context of the roles of planning managers.
The role of "instigator" is necessitated when change is desired or anticipated. It demands much more initiative and managerial capability than the previous two roles. The role of "instigator" is primarily oriented towards initiating change and encouraging original modes of action. It is different from the role of "consultant" in that here the 'planning executive initiates action, whereas as a consultant he responds to requests for assistance and advice.
In our opinion, though Scott's definition of the roles that planning managers might adopt is relatively more comprehensive than other schemes, it still is not entirely complete. In addition to the four roles identified by Scott, two more roles are widely considered as quite commonly adopted by planning executives, namely those of "coordinator" and "active decisionmaker." The former role essentially involves administration of the planning process of ensuring that time schedules are met, consolidating sub-unit plans into organizational plans, and performing data collection and collation activities required to assist line managers engaged in the formal planning exercise.
The role of "active decision-maker" needs no elaboration. Adoption of this role essentially changes the planning executive into a line manager and as such introduces a totally new dimension which is not present in any of the other roles.
Characterizing the Roles: As mentioned earlier, the four roles identified by Scott possess widely varying attributes. They range from passive, advisory roles to people-or managerially-oriented roles. Thus, while a planning executive can choose to play one or a combination of the above roles, what is also needed is an understanding of where he should try to locate himself along the dimensions of "passive-active," ''advisory-catalytic," and "technical-managerial."
An interesting phenomenon, which has obvious practical significance, emerges if one attempts to rank the six roles identified along these dimensions. While there may certainly be differences of opinion regarding the interchangeably of adjacent ranks, the broad trends are unmistakable as illustrated in Figure 1 .
An examination of this figure makes it apparent that certain roles are clearly active, catalytic, and managerial in nature, while certain other roles are strongly oriented towards the passive, advisory, and technical end of the spectrum. One of the more important consequences of this trend is that, given the relative importance of various roles in a particular organizational context, it is possible to specify broadly, with some degree of confidence, the desirable academic background, professional experience, and personality traits which would facilitate the effective functioning of the planning executive. Active (1) Skills and Knowledge Requirements: It would also be of considerable value and interest to planning executives for an understanding of what is required of them in terms of skills and capabilities depending on the roles that are appropriate and also on the decision regarding where, along the various dimensions described above, the planning executive feels he should appropriately place himself. The skills and knowledge required for planning executives to function effectively could include:
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1. Familiarity with disciplines such as eco nometrics, operations research, accounting, and control.
2. Knowledge of environmental trends. 3. Familiarity with and understanding of the organization's operations.
4. Interpersonal and training abilities. These elements exhibit considerable variation in terms of their being reflective of formal knowledge linked to specific disciplines or, on the other hand, their being skills developed through organization-specific experience and requiring interpersonal expertise. It appears that a "knowledge-skill" dimension can appropriately and usefully be employed to categorize the required capabilities which a planning manager needs to perform effectively in a particular assignment. Given the possibility of playing any one or more of the roles described, and also granting the possibility of any one or more of these roles being appropriate in the context of a particular organization, it becomes important (in terms of ensuring that the planning manager is effective) to focus on the characteristics common to and the skills and knowledge required by the role(s) that he would be expected to play. Thus, what would be of use in identifying and developing planning managers is not only a specification of the roles to be played but also an understanding of the nature of these roles in terms of the relative importance of the advisory/technical/passive orientation versus the catalytic/managerial/active orientation and the relative importance of academic/discipline based knowledge versus operational/interpersonal skills.
Intergrating Roles, Characteristics, and Capabilities: The orientation and capabilities that are probably required for the six roles considered are represented in Figure 2 .
While the classification of various roles in relation to their characteristic orientation and required capabilities is admittedly subjective and may be organization-specific in relation to capabilities required, it does appear that the roles of "forecaster" and "active decision-maker" occupy extreme positions along both dimensions. This would suggest that it may be imprudent and ineffective to expect an individual planning mana- Figure 2 appears to relate effectively to real life. For instance, if distinction is made between planning for new business (acquisition and diversification) and planning for an ongoing business, the appropriate roles for each of these kinds of planning are clustered together in a matrix as in Figure 3 .
The proposed approach to identifying and classifying the role options illustrated in Figure 2 apparently possesses useful descriptive capabilities and possible normative values. The possible uses to which the framework illustrated by the matrix can be put include :
1. Aiding in identifying the roles which a planning manager or a planning group should play in the context of the purposes of planning and in the context of each organization's cha racteristics.
2. Assisting in specifying the attitudinal and experiential characteristics which are likely to enhance the effectiveness of the planning manager. 

Industry Practices and Perceptions
In addition to the suggested framework, an awareness of industry practices and perceptions of planning managers in relation to their roles and the capabilities demanded of their roles should be of use in both assessing the utility and validity of the proposed framework and translating it into practice. Such information is available as part of a larger study of practices relating to corporate planning. This study had two facets: firstly, a questionnaire-based survey of practices in about ninety companies was carried out; secondly, ten planning executives in seven companies were interviewed to ascertain their points of view. The questionnaires were part of the Formal Planning Systems Data Bank, initiated' in 1970 at the Harvard Business School. The Bank had a base of financial and demographic data relating to corporations and autonomous divisions of corporations.
The business units participating in the Data Bank were definitely not a random sample of corporations in the United States. The basic prerequisite for becoming a participant in the Data Bank was that the business unit should have a formal planning system. Also, at the time of this study, only manufacturing businesses were included. Service and finance-oriented corporations were excluded as earlier experiences had indicated that the differences between these and manufacturing corporations were so large as to distort demographic profiles and almost eliminate the possibility of making valid generalizations.
The planning executives interviewed belonged to a variety of industries: aluminium, diversified engineering products, electrical machinery, soft drinks, and chemicals. They functioned at several levels and reflected a variety of titles.
Roles of Planning Managers:
The questionnaire requested the respondents to rate each of the following roles on a five point scale as very descriptive or not descriptive of their functions as planning managers:
1. Active decision-maker 2. Determining the substance of plans and the proper course of action 3. Internal consultant 4. Developer of techniques of planning 5. Determining the process through which plans are formulated.
6. Providing environmental data for line man agers.
The roles considered in the question, while not identical to those employed in developing the proposed conceptual framework, can with facility be linked to these roles. The suggested relationship is indicated in Table 1 and the responses to the questions are given in Table 2 .
The following are the most obvious conclusions that can be drawn from Table 2. 1. The extreme roles of "active decision-maker" and "forecaster" are the least commonly adopted.
2. Every planning executive plays the role of coordinator.
3. The roles most commonly played are those of integrator, consultant, and coordinator-leaning towards the passive, advisory, technical end of the spectrum of role options.
The planning executives interviewed did not come up with any rationale for selecting the roles they felt should be played while performing the functions required of them. Generally, they felt that they had an important role to play in the activities of their organizations. They perceived their roles as being very demanding in terms of interpersonal abilities.
One executive did speak of "strong" and "weak" roles. He identified the "strong" roles as acting as a consultant, and reviewing the plan figures. The "weak" roles were described as performing clerical activities, and consolidating subunit functional plans. Apparently, the "strong" roles were thought of as such, because the planning executives playing these roles influenced the "content" of the plans rather than just facilitating the "process" of arriving at the plans. This criterion for distinguishing between roles differs somewhat from that employed in this article, namely whether the roles require that the planning executive initiates action or that he merely responds to requests for assistance. The role of "consultant" which was identified as a "passive" role in the statistical analysis is, according to this planning executive, a "strong" role.
What is perhaps significant is the disparity between the roles that planning managers commonly play, which are seen as "weak" and relatively passive, and their sometimes unstated though obvious preference for "strong" relatively active roles. This lack of congruence might be indicative of inadequate top management com-mitment. Another contributory factor might be the somewhat surprising finding that 87 per cent of the respondents indicated that both planning and control functions in the organization were carried out by one department. The control function, being more mature, might have denied the relatively new formal planning function some of its rightful importance.
Some of the executives interviewed asserted that a close but abrasive relationship with line managers was necessary in order to play an effective role. Some typical statements were made in this connection.
If the relationship between the line and staff is all sweetness and light-you had better watch out. There's something wrong somewhere.
A planner should be persistent or abrasive, or he is going to be of no use at all. It is just too easy to fall into the trap of being nice to everybody and not getting anything done.
Perception of the desirable behaviour on the part of planning executives was, however, not universally subscribed to. A couple of planning executives did advocate maintaining a low profile. This opinion appeared to be based upon the perceptions of these planning executives that it was not possible to play a very strong role. Also, the advocacy of maintaining a low profile appeared to be related more to their personality traits rather than any conscious rationale.
One interviewee's ambitions appeared to be tinged with an element of hubris. According to him:
This year we had to rely on the line managers to develop the plans. Next year we should be able to collect data sufficiently in advance for us to develop the plans ourselves without having to depend on line managers.
On the whole, it was evident that a desire existed to play "strong" roles including that of active decision-making.
Ski/Is and Know/edge of the Planning Manager:
The "skills and knowledge" areas considered in the questionnaire were as follows:
1. Mathematical skills such as the ability to build mathematical models, use linear programm ing techniques, and econometric methods.
2. Knowledge of accounting and control techniques.
3. Knowledge of relevant trends outside the organization and contacts with external groups.
4. Knowledge of internal workings of the company's operation.
5. The ability to persuade operating mana gers to take desired action.
6. The ability to train operating personnel in the use of new techniques and approaches to planning.
The first three listed above are academic in nature and essentially require a familiarity with planning techniques and quantitative tools. The last three are managerial in nature and are oriented towards a knowledge of the business and interpersonal capabilities. The relationship between the knowledge and skills identified in the conceptual framework and those considered in the questionnaire is suggested in Table 3 and the responses are given in Table 4 .
The most striking findings from Table 4 are that "knowledge" capabilities are relatively less important than "skill" capabilities; and no planning executive considers familiarity with the organization's internal operations as unimportant. The relative unimportance of "knowledge" capabilities can possibly be explained in two ways. Firstly, they may indeed be less important than the other skills considered. Secondly, though important, they may perhaps be more easily acquired than interpersonal and training skills. Understanding of the particular organization's operations is apparently the most significant requirement for effectiveness. Altogether, the findings are perhaps a much needed reminder that effectiveness, as a planning manager requires a great deal more in knowledge and skills . 3, No. 2, April 1978 than familiarity with related academic disciplines. Thesa conclusions derived from the questionnaire results were strongly supported during the interviews conducted. All the interviewees were of the opinion that interpersonal and managerial abilities should be prerequisites to being appointed to the post of planning executive. They felt that technical expertise could be easily acquired while interpersonal and managerial abilities were difficult to develop. Consequently, anyone aspiring to the post of planning executive should necessarily be a good manager and have the ability to work with people. Any lacuna of technical skills, according to them, could easily and quickly be remedied and as such should not be given undue importance as a criterion for selection.
Vol
Conclusion
What clearly emerges from the survey of practices and perceptions is the pressing need for a clearer understanding of the possible and desirable roles that a planning manager can and should play in the context of each organization. Adopting and operationalizing a framework of the type suggested in this article should contribute to more realistic ambitions among planning managers and a reduction of the lack of congruence between the roles they actually play and those which they would prefer to play.
Given the spectrum of purposes that a formal corporate planning system might be expected to serve, it follows that certain roles in certain situations will inevitably be inappropriate if not actually dysfunctional. It is essential therefore that both top management and planning managers develop a clear understanding of what the formal planning function in their organization is expected to achieve and the roles that the planning manager should perform. For instance, the role of active decision-maker, while highly attractive in terms of power, influence, and leading on to higher positions, may be unsuitable in many situations. On the other hand, coordinating planning activities in the organization, while possibly intellectually and psychologically unrewarding for the planning manager, is a role that must be adequately performed in every organization.
It is suggested therefore that top management should clearly and formally define the set of roles that the planning manager or planning department should play in the context of the organization's strategy and the purposes of formal planning. The framework proposed in this article should prove of assistance in terms of suggesting the spectrum of possible role options.
With a selected set of role options, it should then be a relatively simple matter to arrive at a broad but helpful understanding of the kinds of capabilities that the planning manager and his department should possess. In this context, the perception of practising planning managers that interpersonal, managerial capabilities should be an essential prerequisite is worth bearing in mind, assuming that academic, knowledge capabilities can be relatively easily developed. However, the limitation of this generalization also needs to be borne in mind as certain roles might demand knowledge of techniques-such as those of econometric forecasting, simulation, and corporate model-building-which can be expeditiously developed only on a substantial foundation of academic capabilities. Furthermore, the importance of integrating both academic capabilities and practical skills with a sound understanding of the internal operations of the organization cannot be overemphasized.
To summarize, the framework developed in the first half of this article should prove of value in defining the appropriate roles for planning managers in specific organizational contexts. It may also, if accepted, be of use in identifying and developing individuals to fulfil these roles. Further, it could assist in the appropriate internal structuring of the planning department to maximize the contribution of the planning function towards overall organizational effectiveness. The ability to persuade operating managers to take desired courses of action The ability to train operating personnel in the use of new techniques and approaches to planning Table 4 Knowledge and Skills Required
